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1. Purpose
This report presents findings and recommendations of an engagement between the University of South Florida
St. Petersburg (USFSP) and Blackboard Consulting in response to the question at the heart of this effort: What is
the current status of online teaching and learning and what are the opportunities to improve its work? This
study is guided by effective practice areas defined by Blackboard Consulting which include::
o
o
o
o
o
o
o
o

Institutional Strategy
Management and Financial Model
Marketing and Recruiting Process
Faculty and Program Development
Student Support and Engagement
Program Delivery and Management
Learning Environment
Continuous Improvement
ement

2. Project Summary
This project was designed to analyze and report on each of the areas of effective practice for online education at
USFSP to serve as a basis for planning and action steps needed to effectively deliver a high quality, scalable
solution to meet student needs and achieve institutional goals
goals.
After several weeks of pre-planning, teams
eams from USFSP and Blackboard Consulting met at the campus during the
week of November 8, 2010, for the four
four-day
day onsite phase of the project. In the initial meeting, the USFSP
Steering Committee created a framework for the project by drafting goals for online learning at the University.
The
he framework also served to define the role of Blackboard Consulting in producing the desire goals of the
project - to identify gaps between the desired and current end state, and propose a set of recommendations to
move the institution forward.

2.1.

Engagement Methodology
Blackboard’s overall strategic methodology
methodo
reflects a
structured approach designed to identify client goals for
fo
online learning, assess current capabilities for achieving
ac
these goals, identify additional capabilities required to
achieve success, and recommend strategies to build
capacity for effective
ffective online learning.
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This project for USFSP is guided by the Blackboard Consulting framework for Expanded Presence, a set of
effective practice areas designed to evaluate and improve an institution’s ability to:
• improve
mprove competitiveness and target additional revenue streams
• build and strengthen reputation
• increase student access, enrollment, retention and graduation rates
• enhance education quality and student engagement.
Applying the Blackboard Consulting methodology and effective practice framework, this engagement included
an opening forum of the Steering Committee on November 8, 2010; two days of individual interviews; student
focus groups; offsite document and literature review; surveys administered to the Steering Committee, faculty
and students; offsite analysis and report preparation
preparation; and a concluding planning session for senior leaders.
The table below illustrates the nature and scope of the activities of the engagement. The use of surveys and
interviews provide in the first instance a high level view of USFSP capabilities and in the second instance, a more
granular insight about the meaning of the survey results.
Method

Participants

Comments
5

Steering Committee survey – used to
determine key stakeholder
perceptions on the current status of
online education
See Appendix 1 for Steering
Committee Survey Results

5

5

7
1

VC

Deans & Assoc. Administrators
Deans

Faculty

67

Student Survey – used to determine
student perceptions on key
dimensions of online education
See Appendix 2 for Student Survey
Results

37
21

160
5

18 & 19 - 20 21-24
Younger yrs
yrs

Blackboard Consulting
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25-29 30 - 39 40 - 54
yrs
yrs
yrs

2

55 &
Older
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13
11
9

Faculty Survey - used to determine
faculty perceptions and needs in
online education
See Appendix 3 for Faculty Survey
Results

5

40
2

Adjunct

Lecturer

Assistant

Associate

Full

18

10
7

Interviews

37
2

Deans & Assoc.
Deans

Faculty

Administrators

Students

The next section of this report describes key information uncovered during the engagement.

3. Findings and Key Gaps Identified in Document Reviews, Surveys and
Interviews
3.1

Institutional Strategy

Survey responses of the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of building an institutional strategy for online learning. While there is relatively high agreement that
executive leadership is engaged and focused on distance education, there is little in place to support
achievement of goals. The lowest rated items relate to clear vision and goals and relationship of online learning
to the strategic plan.
Steering Committee Self Assessment of Institutional Strategy:
Executive leadership is actively engaged and focused o
on online learning
Clear vision and goals are articulated in writing, and are used to guide the decisions and

Blackboard Consulting
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operations of online learning
The relationship of online learning to the institution’s mission and strategic plan is stated,
communicated, and used to guide online program content and practice.

1.14

A coordinating body comprised of high level stakeholders is regularly convened to
effectively steer the endeavor

2.14

Partnerships with external entities (content providers, academic associations, academic
partners, consultants, etc.) are actively considered, explored, and engaged.

2.43

Interviews with key stakeholders add granularity to the survey results. The perceptions that emerged were:
•

•
•
•

•

Top leadership is seen as advocates for online learning, and
o Top leaders are thought to view online education as a revenue generator
o Beyond a revenue source stakeholders question whether top leaders understand what online
learning is
o Stakeholders felt there was little communication or engagement on expansion of online learning
o Organizational dimensions of online education have improved under the leadership of Dean
Hixson
There is strong consensus that no vision or goals for online learning are in place, specifically with respect
to the type, rate, and plan for growth
The campus has invested significant resources recently to create a campus-based student experience; an
online learning initiative is perceived to run counter to that effort by some on campus
There is no coordinating body for online learning resulting in negative downstream consequences
including:
o Large disparity between courses, course delivery styles, and instructor engagement
o Lack of uniformity across courses
o Confusion about available resources
o Online learning is under-resourced
o Process for developing online courses is “dissociated”
There is general appreciation that the administration is conducting the present study with Blackboard

Key Gaps in Institutional Strategy
The Blackboard team identified five key gaps in the area of institutional strategy, as follows:
1

Online Learning is not strongly represented in the current strategic plan

2

An explicit vision and goals for online learning have not been formally articulated and tied to

Blackboard Consulting
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3
4

5

3.2

strategic plan, mission, and institutional priorities. More importantly, a plan to grow online
learning seems to be at odds with the major thrust of strategic growth for the traditional campus
over the last few years - to build a stronger on-campus student body and traditional campus
experience.
A steering team has been put into place, but it appears the primary responsibility is for
distribution of distance learning funds.
There is a deep mistrust of USF at Tampa and a fear that Tampa will exert control over USFSP
online programs. However, USFSP is highly dependent on USF Tampa for IT support, SIS and LMS
support, and other levels of administrative support. The online learning initiative will only achieve
limited results unless some degree of cooperation with or autonomy from Tampa is secured.
Executive leadership is strongly evident but decision-making seems to be reactive and ad hoc
absent a clear plan.

Financial and Organizational Model

Survey responses of the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of building an organizational and financial model for online learning. While all four survey items were
rated fairly low, the lowest rated item relates to the lack of a clear financial model and the tracking of true costs
and revenues for online learning.
Steering Committee Self-Assessment of Financial & Organizational Model:

1.2 overall

Clear financial expectations are articulated at the beginning of the effort and actual are
tracked against expectations.

1.14

An organizational model for e-learning exists that is the result of an intentional process
considering experience and multiple models; the model functions optimally to support
the goals of the effort.

1.57

A clear financial model is developed to track true costs and revenues and calculate
return on investment, based on multi-year enrollment forecasts.

1.00

Resource planning to support sustainability is included in the model.

1.14

Review of internal reports reveal that USFSP is able to track enrollments in online courses, and there is a process
for charging students an online course credit fee that is then allocated to USFSP. Beyond this, however, there is
little information about the costs of instruction, software hardware, support staff, and other key factors that
need to be taken into consideration to develop a program as envisioned by the University.

Blackboard Consulting
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Key Gaps in Financial and Organizational Model
The Blackboard team identified four key gaps in USFSP’s financial and organizational practices, as follows:

3.3

1

Revenues and costs for online learning are not directly related in a formalized budget.

2

A clear resource plan based on strategic goals has not been developed; spending appears to be
ad-hoc and not according to defined plan.

3

Online learning lacks an experienced leader with primary responsibility to manage strategic
direction and operations for online learning.

4

The organizational model for online learning at USFSP is currently emerging as departmental or
college centered approach; there is already evidence of duplication of effort and inefficiencies in
the use of staff and provision of services.

Marketing and Recruiting

Survey responses of the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of marketing and recruiting for online learning. The lowest rated items relate to branding and ease of
enrollment for online courses.
Steering Committee Self-Assessment of Marketing and Recruiting:

1.3 overall

A unique and powerful brand for online programs is developed with a distinct value
proposition.

1.00

Strategies to promote program inquiries from potential students in defined target
markets have been effectively implemented.

1.71

Processes and resources to maximize online recruiting efforts are in place, staffed, and
result in effective inquiry-to-application conversion.

1.43

Obstacles to enrollment processes have been identified and strategies to overcome
them implemented.

1.00

Distinctive and effective coordination between recruiting and advising functions are
clearly articulated and implemented.

1.29

Interviews with marketing administrators validate the Steering Committee’s self-assessment low ratings in this
practice area.
Key Gaps in Marketing and Recruiting
The team identified four key gaps in USFSP’s marketing and recruiting practices, as follows:

Blackboard Consulting
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1 No clear roles and responsibilities for marketing and recruiting for online have been determined.
The current plan seems to leave marketing to the individual departments as programs come
online.
2 A clear recruiting process for adult, remote learners that drive inquiry-to-application conversion
has not been developed for online programs; it appears that recruiting efforts fall to individual
programs and the traditional advising process.
3 Program selection is not based uniformly on clear and consistent analysis of market data; decisions
about potential program development seem to be driven more by institutional factors and less by
market demand.
4 Only limited marketing resources exist outside departments or Colleges to market online
programs.

3.4

Faculty and Program Development

Steering Committee perceptions on the dimensions of effective practice in faculty and program development
were among the lowest scores of the self-assessment with the lowest rated relating to formal course
development processes.
Steering Committee Self Assessment of Faculty and Program Development:

1.0 overall

A curriculum of faculty development for online learning is in place that includes
application skills, effective design, teaching strategies with prerequisites for online
teaching.

1.57

Faculty development includes online components for faculty to experience online
education from a student perspective

1.29

A program delivery model has been developed based on needs/characteristics of target
audiences and desired outcomes

0.71

A course design and development process is in place that emphasizes instructional
design, effective practices, and faculty workflow, as well as a resources bank of exemplar
cases

0.57

A rubric or set of design standards have been adopted to guide course design along with
a template based on that rubric.

1.00

Blackboard Consulting
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Faculty Survey
The faculty survey provides additional insight. Fifty-seven
percent (57%) of the faculty surveyed believe they are not given
opportunities to share best practices for online teaching.
This suggests the University can use these data in positive ways.
For example, these responses suggest that such opportunities if
provided would be well received among a significant cohort of
faculty. Secondly, faculty are receptive to a wide range of
possibilities for professional development in terms of delivery
and length of activity. This presents both opportunity
and challenge in terms of planning professional
development activities. Additionally, faculty are
interested in learning more about a range of topics.

Likelihood of attending professional development Scale 1 - 5
3.85

3.66

3.28

3.47

3.37

3.11

Preferred timeframes for professional development
Scale 1 - 5
3.92

3.82
3.15
2.41

On-site (Large) On-site (Small)

Individual

1.97

One Hour

Two Hours

Half-Day

Weekend

Online-Synch Online-Asynch Blended (some
mixture)

Semester

Topics of Interest
Scale 1 - 5
4
3.65
3.31

3.41

3.69
3.34

Designing and Designing and Blackboard 9.1 Web 2.0 Tools Cheating and Assessment of
Facilitating
Facilitating
Tools
Plagiarism
Student
Online Courses
Blended
Software
Learning in
Courses
Online Courses
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Survey results suggest certain preconceptions that
will need to be addressed during faculty
development. As an example, a significant number
of faculty do not believe that that course
interaction is as effective in an online class as they
are in face-to-face classes.
Additionally, a significant cohort believe that group
projects and collaborative activities are not
effective in online instruction.

Survey comments add dimension to some of these
findings. Faculty were asked open-ended questions about a range of topics: what they liked most and least;
what are challenges for USFSP, what do they need, and how they felt about the support they get from USFSP.
What faculty like most about online
teaching:
•
•

•

Flexibility (mentioned several times)
I like the ability to interact on an
individual basis with the students.
The process encourages the students
to be self-motivated learners. There
is less opportunity for a student to
be a "wall-flower" depending on the
responses of others during class.
Constructive feedback from students
(course content, design, assessment
etc)

What faculty like least about online teaching:
•

•
•

Abdication of responsibility for the maintenance of mission-critical systems like Blackboard. Inadequate
support of course development; no appreciation among middle and senior administrators of the start-up
or maintenance costs involved; little awareness of the scope of the 'pedagogic re-engineering' required
to make on-line processes effective
I miss face-to-face interaction and knowing my students personally
students are much less respectful and much more demanding

Blackboard Consulting

Proprietary and Confidential

Page 12

Expanded Presence Capabilities Analysis
University of South Florida St. Petersburg
Final Report
February 18, 2011

What challenges do USFSP face?
•
•

•

It is allowing the technology and vendors to lead the direction of the teaching, learning and assessment
PROCESSES
Maintaining quality. Resolving disagreements about the differences between on-line and on-campus,
and their worth. Maintaining a balance in faculty, including faculty pay, favors, favorites, etc. The
university is chasing online right now, but hasn't properly thought it out.
Lack of communication and building rapport.

What resources are needed?
•
•
•

Provide IT training and tutoring services for the students.
Cap courses at a level that reflects the time it takes to serve students and compute load differently -- a 3
hr course on line for 30 students takes a lot more time than a face to face course.
We need people (such as some of the individuals who provide faculty support from Tampa) here who can
really teach blackboard and other technical skills.

What is USFSP doing well to support online education?
•
•
•

They let me take an online class on how to teach online classes.
grants/laptops/seminars
The IT folks in Poynter (e.g. David Brodosi, et. al.) are responsive and good

Faculty Interviews
Interviews with faculty provide additional insights into the challenges faced by the University including:
•
•
•
•
•
•
•
•

Faculty have a hard time buying into online learning if it is simply treated as a cash cow
Large disparities between courses, course delivery styles and instructor engagement with students
Stipends currently being offered disadvantage and discourage early adopters who developed their
courses without financial support
Lack of oversight in hybrid courses is causing harm to the image of online courses
There is no systematic way of developing and delivering online courses – everything is trial and error
Limits on enrollment in online courses are too high –m one faculty reports having 250 online students
Pressure for tuition dollars is putting quality and process at risk
Faculty want a course development process, course quality guidelines, and a formal professional
development program.

Blackboard Consulting
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There is a strong culture of thinking about online education as recorded versions of face-to-face courses
– the consequence of which is little interaction with students.

•

Key Gaps in Faculty and Program Development
The team identified six key gaps in faculty and program development practices at USFSP.
1

No formal standards or measures of quality course design have been adopted or used
systematically by USFSP.

2

The faculty development process seems to focus primarily on technology skills and does not
provide much opportunity for faculty to experience online learning from a student perspective.

3

Course development at USFSP seems to focus heavily on lecture capture (media development) and
presentation of content and less on instructional design and pedagogy that supports student
engagement and interaction.
There is no clear faculty development curriculum or path for faculty to progress from beginning to
more advanced levels of online course design and facilitation; faculty seems to learn mostly by trial
and error.

4

3.5

5

The focus of support for programs is on course delivery with no evidence of a process to prepare
an entire program for online delivery.

6

The grant process to support course and program development , while a solid idea, lack sufficient
criteria for selection and requirements for delivery and performance to achieve significant strategic
benefit.

Student Support and Engagement

Survey responses to the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of student support and engagement for online learning. The lowest rated relates to a single point of
contact to help students with questions and resources for their online courses.
Steering Committee Self-Assessment of Student Support and Engagement:

1.6 overall

Online programs include intentional strategies to build community, collaboration, and
networking as part of the delivery process and curriculum.

1.86

Students have a single point of contact to address questions, access resources, and
resolve issues pertaining to online courses.

1.43

Processes to support key academic and business services occur online with timely and
accurate responses.

1.29

Students are oriented to online learning in terms of technology requirements, access

2.00

Blackboard Consulting
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procedures, and general expectations
A cross-functional team exists to coordinate, evaluate, and improve student services
and support across departments and offices for online students

1.57

Student Survey
Students were asked to rate a series of 17 dimensions of online learning in two ways: (a) how important each
dimension is to them and (b) their level of satisfaction with USFSP online courses. The graph below suggests
that levels of satisfaction are lower than level of importance for 16 out of 17 dimensions.

Blackboard Consulting
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The key gaps identified (where the difference in average scores is more than a full point on a scale of 1-5) are:
Gap
1.7
1.5
1.3
1.2

Dimension
Affordability of online courses
Number of online courses available
Billing process
Availability of desired program

Survey comments from students provide some insight into what they like, dislike, and how they think online
education at the University could be improved. Three representative comments from students are included in
each of these areas.
What students like about online courses at USFSP:
•
•
•
•
•

The fact that there are no meetings to attend.
The challenging simplicity of the material. [it is both challenging enough to keep my interest and simple
enough to not require a classroom setting to understand.]
The simplicity of taking tests and doing assignments.
Easy accessibility, Moves at my own pace, Offers time to work and school because offered online
Convenient, work at my own pace, self-challenged

What students dislike about online courses at USFSP:
•
•
•
•
•

The pace. I think I need more rigidity but it needs to be more split up, so that not everything is riding on
only 4 grades.
The lectures are -INCREDIBLY- boring.
There is a lot of information packed into a very small period of time sometimes, and that is a little bit
unsettling.
Not as many classes available, some teachers have little tolerance for questions about technical issues,
more busy work than regular classes
Having to pay additional money for a teacher's personal site

What improvements would students like to have?
•
•
•
•
•

Make a requirement on when professor must email students back
Require a decent amount of time to finish assignments
Make sure assignments are explained in detail.
I just want there to be more courses offered online. I really enjoy having my classes online. I am far from
all of the campuses so it would be so helpful to have what I need available to me.
Make the teachers do more and don't charge us for the class and then allow the teacher to charge us for
his site too.

Blackboard Consulting
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Key Gaps in Student Support and Engagement
The Blackboard team identified five key gaps in USFSP’s student support and engagement practices, as follows:
1
2
3
4

5

3.6

Because most online students at USFSP are also on-ground students, no concerted effort has been
undertaken to develop services specifically for remote learners who will never come to campus.
The approach to providing services to remote learners seems to be emerging at the college or
departmental level.
No cross functional team of student support services staff exists to plan for scaling services to
fully remote learners.
Expectations and strategies for student engagement seems to be left up to individual faculty with
little evidence that programs have worked together to consistently adopt practices and
approaches appropriate to the discipline that support learner engagement across the program.
Only a very limited orientation to online learning is provided, although some examples of online
courses and online lectures are available. No links to other institutional support for online
learners beyond the library.

Program Delivery and Management

Survey responses of the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of program delivery and management of online learning. The lowest rated items relate to enrollment
tracking, course scheduling strategies, and a planned approach to growth of online learning.
Steering Committee Self Assessment of Program Delivery and Management:

1.1 overall

Innovative program delivery models (cohort based, non-semester terms, etc.) are
implemented based on the needs of learners in the target audience(s) to support
retention and completion.

1.14

Online program enrollments, retention, and graduation rates are centrally tracked and
monitored.

0.71

Institutional policies clear address and support e-learning

1.14

Program courses are scheduled in an efficient manner that supports high retention,
program completion and student advising

0.71

Staffing for program courses allows for flexibility, growth, scalability, and fiscal
accountability

1.43

Online learning growth is consistent with overall goals for online learning in terms of

0.71

Blackboard Consulting
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geography, demographics, and enrollment.

Key Gaps in Program Delivery and Management
The Blackboard team identified six key gaps in USFSP’s program delivery and management practices, as follows:
1

Decisions on program delivery model seem to be left to individual departments or colleges.

2

Monitoring student enrollments, retention, and other measures of student success seem to be
limited, mostly to enrollment information and not to guide development of retention and success
strategies.
Some gaps exist in policies related to online learning. There are few, if any, policies articulated
formally in relation to online learning.
Staffing for online learning courses is left to the department or college; it is not clear to what
extent the use of adjuncts has been factored into growth plans for online programs.
No clear growth targets for online learning have been articulated or communicated across the
institution. No measure for how big a program should grow in order to receive support has been
articulated.
A surprising number of courses offered online at USFSP are large enrollment (over 50 students).
USFSP seems to rely on lecture mode plus Teaching Assistants similar to on-ground courses.

3
4
5

6

3.7

Learning Environment

Survey responses of the Steering Committee Self Assessment instrument indicate there is much work to be done
in terms of the technology environment. The lowest rated item relates to technology planning.
Steering Committee Self Assessment of Learning Environment :

1.3 overall

The learning environment includes the necessary functional capabilities to support
achievement of the overall online learning goals and objectives and all applications are
integrated effectively.

1.29

The learning environment includes a 3-year or longer plan to manage upgrades,
maintenance, capacity, and new capabilities for a growing online program

0.86

The process for making decisions about the learning environment is effective and
efficient, including input from technical, functional, and academic stakeholders

1.43

The learning environment includes support, processes, and recovery measures necessary
to meet stated goals along with clear metrics for continuity to maintain a highly

1.43

Blackboard Consulting
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available learning environment to support mission critical applications

Key Gaps in Learning Environment
The Blackboard team identified two key gaps in USFSP’s learning environment, as follows:
1

Both the Blackboard Learn environment and Student Information systems are hosted in single
instance for the USF system by IT Services in Tampa which limits USFSP’s flexibility and control
over SIS integration, product customizations, course lifecycle management and other course
management functions.

2

It is not clear what the scalability of the learning environment is because it is managed in Tampa.
If online learning demands from USFSP were to grow suddenly, this could create load or other
performance issues.

3. The investment in technology outside the LMS has been largely focused on lecture capture and
video streaming. Other technologies with the potential to drive student interaction have not been
as aggressively considered.
4. Decision-making about which technologies and platforms to support have been largely driven by
faculty demand without much regard for standardization of services or technologies in order to
raise levels of support.

3.8

Continuous Improvement

Steering Committee perceptions for continuous improvement indicate that learning outcomes are in place,
presumably as a result of courses falling within program and institutional outcomes. However, there appear to
be very little mechanisms in place to measure, report and use results to improve the program.
Steering Committee Self-Assessment of Continuous Improvement: 1.4 overall
Programs have clearly articulated goals and outcomes for student learning

2.00

Programs have clearly articulated goals and outcomes for student learning, effective
assessment strategies to measure them and results are reported and used to make
continuous improvements.

1.71

Clear metrics for services and support have been articulated in writing for each service
area, assessments are conducted to measure them, and results are used to make
continuous improvements.

0.86

A report on the state of online learning, including assessment results is regularly

1.00

Blackboard Consulting
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provided to the academic community

Key Gaps in Continuous Improvement
The Blackboard team identified two key gaps in terms of program assessment and continuous improvement, as
follows:
1

There appear to be very few mechanisms in place to measure student learning for online courses.

2

As a result of little being known about the impact of online teaching and learning, there are likely
few improvement process activities occurring within the realm of online learning.

4. Recommended Strategies
As a result of the gaps identified, Blackboard consulting has recommended a draft USFSP goal for each effective
practice area together with a series of strategies designed to achieve the goal. At a Steering Committee meeting
on December 16, 2010, these recommendations were discussed and prioritized. Each strategy was rated by the
Steering Committee members on three variables with each member casting 6 votes per variable. These results
of the prioritization process are shown below according to the following color codes:
Do it now
Do it right
Difficult to implement

4.1

Institutional Strategy

Recommended Goal:

1

Blackboard Consulting

Distance learning at USFSP is guided by clear goals and outcomes so that
decisions of leaders and governing bodies and the actions of programs result
in quality teaching and learning at USFSP.
Establish and Document the Vision: Create a charter document for distance learning
that outlines the vision for online learning that connects the online learning initiative
to the goals and plans of the University as well as how serving students through online
learning aligns with the focus on building a stronger traditional campus community.
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Establish a Governance Structure: As part of the charter document the role and
composition of a governing body should be stated. The key function of the governing
body should be to assure that the online learning initiative aligns with the goals and
objectives outlined in the charter document. Include faculty representation on this
governing body to assure appropriate faculty input and support.
Establish Goals and Targets: Goal statements operationalize the vision and describe
the desired end state of key dimensions of a comprehensive online learning program.
In addition to goals, the University should also establish specific targets that support
the goals with respect to growth, quality, impact, student experience, faculty
experience, reputation of the University and other key elements. It is especially
important that the target statements address both the amount and kind of growth the
University expects to achieve.
Establish a case statement: Clearly articulating local institutional needs and values will
be an important step toward establishing a unique "claim" over online learning at
USFSP. Building greater institutional level support and processes further legitimizes
the UFSSP effort.
Organize for Change Management: Establish a change management team including
administrators, faculty, and student representatives as a subcommittee to the
governing body. The key responsibilities of the change management team will be to:
1. Communicate with and listen to key stakeholders throughout the USFSP
community;
2. Advise the governing body and Distance Learning Leaders on key messages and
appropriate points of communication regarding the online initiative;
3. Identify key policies and other gaps in program implementation and provide
recommendations to the governing body.
4. The Change Management team should compile a list of key policies that need
developed or revised in light of online learning and prioritize them along with
recommendations for crafting appropriate policies in a report to the governing
body.

2

3

4

5

4.2

Financial and Organizational Model

Recommended Goal:

1

Blackboard Consulting

A comprehensive, accurate and sufficiently detailed budget model is used to
support and grow the USFSP distance learning program including physical,
technological, and human resources needs.
Establish a Revenue and Expense Model: Develop a pro forma budget for online
learning that connects true costs to revenues in order to provide a useful guide for
financial decision-making and investment in online learning.
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Establish a Financial Plan: Based on goals established for strategic growth of online
learning, develop a 3 year resource plan that addresses key areas of support for:
1. Faculty Development
2. Course and Program Development
3. Support Staffing
4. Technology and Infrastructure
5. Development of student support services
6. Marketing and Recruiting
The plan should include a modeling function to predict overall institutional levels of
resources required as well as a pro forma for per program resource and capacity
planning.
Establish Operational Capacity: Establish an Office of Distance Learning to provide
coordination and services for all online programs and for faculty developing online
courses.
1. Create a Director of Distance Learning position with the chief responsibility to
grow and develop new programs in partnership with College and Departments.
2. Locate this office with the Library initially, to provide central support for
distance learning efforts and services.
3. Draft a charter for this new department to include not only faculty development
and media development support, but also program, marketing, and business
development support for online programs. Charge this office with being the
primary point of coordination for all online programs.
4. Expand the RFP process to focus on development of programs and course
clusters based on strategic, institutional goals In the RFP, spell out specific
services provided by the Office of Distance Learning and requirements
departments and Colleges must agree to in order to receive funding.

2

3

4.3

Market and Recruiting Processes

Recommended Goal:

1

Blackboard Consulting

Distance learning at USFSP is widely known for distinctive and high quality
online education through powerful branding, as well as effective marketing
and recruitment practices that meet student and community needs.
Establish Operational Capacity: Establish a new centralized support function for
university marketing and recruiting of all online programs. This support could be
located within an office of Distance Learning, but given the size of the staff at
USFSP it may make more sense to put this into the current admissions and
marketing areas.
At least one new support position will be required for marketing and recruiting.
Additional recruiters would be added as the number of online programs grow.
To get started with new programs, USFSP might consider outsourcing some

Proprietary and Confidential

Page 22

Expanded Presence Capabilities Analysis
University of South Florida St. Petersburg
Final Report
February 18, 2011
marketing and recruiting functions as the University grows internal capacity to
support online programs in this area.
Establish Recruitment Process: Develop a funnel process for online recruiting
similar to that used for traditional students. Configure this funnel process to
focus on distance learners and shorter recruiting cycles. Provide dedicated
recruiters for online (and potentially other programs) that drive recruits to
academic advisors but also coach recruits through the application and enrollment
process.
Establish a Program Identification Method: The process for selecting programs
to put online should be driven in significant measure by the potential size of the
program. In order for online learning to be efficient and generate new revenue
streams, the institution must focus on those programs that can generate the
largest number of new students to the university. This should not be the only
criterion for program selection, but it should be the primary one. Running 10
programs a total of 300 students each per year is far more costly than running
one or two programs that attract a total of 300 students per year.
Establish Marketing Capacity: Develop an Online Program Marketing process
that includes audience segmentation, messaging strategy, a micro website with
branded graphics, and identification of specific marketing communications
strategies focused on targeted segments.
1. Hire a Marketing Specialist to develop, execute, and monitor marketing
campaigns specific to each online program.
2. USFSP might consider hiring outside resources for initial programs and to help
build this process and internal capacity for continued operations in the long
term.

2

3

4

4.4

Faculty and Program Development

Recommended Goal:

1

USFSP faculty who teach online have been qualified to do so through a
progressive mastery and performance review program and are supported by a
range of pedagogical and technical resources.

Establish Course Design and Delivery Standards: Adopt Quality Matters as University
course design standards.
1. Train instructional design staff to become QM certified reviewers and trainers;
2. Provide QM training as part of the faculty development curriculum;
3. Target a specific number of courses each year to be reviewed through the QM
process;
4. Consider requiring at least one faculty member become a certified QM reviewer for
each fully online program;

Blackboard Consulting
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2

3

4

5

5. Consider requiring completion of faculty development cycle as a prerequisite to
teach online.
6. Deliver online faculty development options so that learning online becomes a
prerequisite to teaching online
Establish Standard Course Development Processes: Create a course development
process for efficient workflow and effective instructional design (Note: This strategy is
being addressed as part of this engagement.)
1. Use this course design process to establish clear support metrics and manage
capacity of human resources and process that support course design
2. Develop a tracking method to account for time and materials provided to
develop courses for programs support by the Distance Learning Office
Establish a Faculty Development Program: Create a Faculty Development Curriculum
that provides a clear pathway for faculty to become effective online course designers
and facilitators; Create a community of Practice for experienced online faculty to
develop their skills and share teaching strategies and course design examples. (Note:
This strategy is being addressed as part of this engagement)
Establish a Program Development Process: Create a Program Development process led
by a program developer to prepare a program for full online delivery. This process
would consider alignment of program goals and course objectives and course level
assessments; strategies to engage learners; common technology applications; course
delivery modes (6 week, 8 week, executive format, etc), and assessment strategies.
Redefine services and service levels for online support:
Establish a Student Technology Assistants program to leverage cost-effective student
labor to enhance Tier 1 and Tier 2 technical support and to provide a full range of media
development services for faculty. Media services in this sense means building online
courses in the LMS, not simply capturing and converting lecture material.
Define standards for service delivery with priority place on achieving strategic goals.
Allocate resources based on capacity and desire strategic outcomes (e.g. provide higher
levels of support to programs receiving grants).
For strategic programs, work to develop cohorts of faculty where possible rather than
individuals to maximize inter-faculty collaboration and cross-support.

4.5

Student Engagement and Support

Recommended Goal:

Blackboard Consulting

Distance learning students are prepared to be successful through orientation
to technology and to being an online student through a comprehensive and
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collaboratively administered program designed to support online students in a
manner that is on par with traditional learners.
Establish a structure for student support: Adopt the Center for Transformation of
Student Services (CENTSS) process to begin an annual audit process for online student
services.

1

The Team chooses 3-4 areas to audit each year.
Establish a process for student support: Establish an online student services
coordination team to develop service standards and coordinate efforts between service
departments.

2

The Office of distance Learning should serve as the coordinator for student support
services for online learners;
The Office of distance Learning should create a "one-stop" student support service for
all non-technical questions that provides phone, email, and web support with response
within the same business day or better.
Leverage technology to support online students: Develop an enhanced website with
support resources and links for online student services. Work with key support units to
develop corresponding web pages with resources and services specific to remote
learners.
Create an interactive online assessment for student online readiness that addresses
technology readiness, skill readiness, and attitude or personal readiness. Include this
assessment formally as part of the admissions process and promote to advisors.

3

4.6

Program Delivery and Management

Recommended Goal:

1

Distance learning at USFSP is designed to meet student needs in terms of
delivery models, systematic monitoring, and ongoing planning to support all
online students and programs.

Align Program Delivery with Student Need: Explore offering online programs and
courses on a term (6-8 week) basis and on a cohort basis. As part of the program
development process, create scheduling scenarios that factor different levels of growth
and project possible faculty staffing needs. Use these scenarios to develop a staffing
plan for each program.

Blackboard Consulting
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2

3

4

4.7

Establish a Systematic Monitoring Process: Develop a standard dashboard report of
distance learning activity to be reported to the governing body each semester. This
report should include a summary of student enrollments by course, by program, and by
college, class size, course completion rates, semester credit hours generated, faculty
loads and other relevant details.
1. The Distance Learning Office should produce an annual report to the President and
University community that summarizes year-to-year comparisons along with a
report on other activities, strategies for growth and quality improvement and other
key performance indicators for online programs.
2. Individual programs should be responsible for reporting required data necessary to
compile these reports as necessary.
Establish a Growth Plan: Identify enrollment targets by online program for new
recruits and semester-to-semester retention. Track these targets and coordinate with
marketing and recruiting to drive planned, controlled, growth. Use the semester
reports to manage capacity for each program.
Establish a Process to Manage Course Size: Develop a Distance Learning Office
sponsored project to work with selected departments to develop effective strategies to
handle large enrollment courses. This project should seek effective practices from
other institutions on models to support large enrollment courses effectively. The
Office should work with several programs to implement a pilot to test how effectively
some models work on the USFSP campus and publish results to the University
community. The Office of Distance Learning should include planning for large
enrollment courses in the Program Development Process.

Learning Environment

Recommended goal:

1

Distance learning at USFSP is based on platform flexibility, stability, and
scalability that meet the needs of a unique and growing set of offerings.

Establish Control over the Learning Environment: In the short term, USFSP should
develop a list of service requirements for LMS management and SIS integration as an
agenda to discuss with USF Tampa. The goal should be to formally articulate the needs
for enhanced service to accommodate general growth and online learning
development and should include:
1. User management
2. SIS Integration
3. Customizations
4. Branding

Blackboard Consulting
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5. Course and Content Management
6. Other Requirements
Plan for USFSP Autonomy: UFSSP should develop a plan to implement a separate
instance of both the Learning Management System and the Student Information
System in the long term.

2

4.8

Continuous Improvement

Recommended Goal:

Distance learning at USFSP meets its goals for teaching, learning and support
programs through systematic evaluation of expected outcomes and consistent
use of results ongoing quality improvement.

1

Establish Process Metrics: Develop a set of clearly articulated service metrics for student
and faculty support, including faculty development. .

2

Establish Program Quality Metrics: Create student and faculty surveys to assess perceived
quality and responsiveness of support services for online learners and faculty. Administer
each semester and use results to prioritize and develop improvements.
Develop course evaluations to measure teaching quality.

3

Develop faculty performance rubrics to measure faculty portfolios
Establish Student Learning Outcomes Metrics: Develop methods, instruments, and
reports that will ensure that the quality of student learning is on par or better than
traditional teaching methods. Use data for improving the design and delivery of the
curriculum.
Develop rubrics to evaluate student artifacts on all expected outcomes.

4

Use Assessment Results: Use these metrics to gather data and measure effectiveness.
Review metrics annually and use results for planning

5. Conclusion
It is rare that institutions ask themselves the hard questions as USFSP has done in this study. It is also rare that
consulting teams enjoy the openness, honesty, and willingness of campuses to tackle difficult, intractable

Blackboard Consulting
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problems as USFSP has done. The results of this study are not news to the University, but it was Blackboard’s
goal to help the University organize and connect the dots in a way that provide a clear path forward. While
there is much work to be done, the completion of this evaluation has provided the institution with:
•
•
•
•

Actionable knowledge about key dimensions of building an effective distance learning program;
A set of draft goals to frame high quality distance learning at USFSP;
A set of strategies to implement over time to achieve the goals; and
Clear evidence for the SACS visiting team that the University takes planning, improvement, and
institutional effectiveness seriously.

Blackboard Consulting
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Appendix 1 – Steering Committee Survey Results on Selected Items

Distance Learning Steering Committee - Self Assessment
Results

Institutional Strategy

Financial & Organizational Model

Marketing & Recruiting

Faculty and Program Development

2.1

1.2

1.3

1.0

Student Support and Engagement

Program Delivery and Management

Learning Environment

Continuous Improvement

1.6

1.1

1.3

1.4

Enthusiasm for Online

Institutional Strategy
Leadership actively engaged
Clear vision
ion and goals
Mission related
Governing body
Partnerships
Financial & Organizational Model
Clear financial expectations
Organizational model
Clear financial model
Planning to support sustainability
Marketing and recruiting
Unique brand
Defined target market promotes inquiry
Convert inquiries to applications

Blackboard Consulting
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2.7

Average
3.7
1.1
1.1
2.1
2.4

2.1

1.2
1.14
1.57
1.00
1.14
1.3
1.00
1.71
1.43
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Enrollment obstacles identified & rectified
Recruitment and advising coordinated
Faculty and Program Development
Faculty development curriculum in place
Development includes online experience
Program delivery model in place
Course design process in place
Standards for course design in place
Student Support and Engagement
Collaboration strategies used to engage students
Students have single point of contact
Support and services provided online
Student orientation in place
Cross-functional team to support students in place
Program Delivery and Management
Online delivery models in place
Enrollments tracked
Policies clearly address online learning
Courses scheduled to support retention
Staffing is flexible and scalable
Online learning growth occurs according to plan
Learning Environment
Necessary functional capabilities in place
3-year plan in place
Effective and inclusive decision-making process
Learning environment promotes goal achievement
Continuous Improvement
Clearly articulated learning goals and outcomes
Clear assessment strategies to measure
outcomes
Clear metrics for services and support
Reports of outcomes attainment regularly
provided
Enthusiasm about online learning at USFSP
Yourself
Others in your department
Faculty in general
Staff in general
Students currently enrolled

Blackboard Consulting
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1.00
1.29
1.0
1.57
1.29
0.71
0.57
1.00
1.6
1.86
1.43
1.29
2.00
1.57
1.1
1.14
0.71
1.14
0.71
1.43
0.71
1.3
1.29
0.86
1.43
1.43
1.4
2.00
1.71
0.86
1.00
2.7
4.43
3.14
1.71
1.71
2.43

Page 30

Expanded Presence Capabilities Analysis
University of South Florida St. Petersburg
Final Report
February 18, 2011

Appendix 2 – Student Survey Results on Selected Items

The major reason(s) for taking your course online rather than in a
traditional classroom setting is: (Note: Mark all that apply)
0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

It fits my schedule-flexibility
flexibility of hours
Fits with my employment schedule
I have health related reasons
I can study at my own pace
The university is too far away from my home
The university is too far away from my work
I have too many family responsibilities (e.g.
child, parent care)
I have too many job-related
related responsibilities
I have problem understanding the English
language
I have few or no friends in this course
Parking is a problem at the university
Commuting to the university is a problem
The course is only offered online
I have a disability
All the traditional courses were full, so I
decided to take this course online

Blackboard Consulting
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The following includes a series of statements about the online courses in which you
are currently enrolled or in which you were previously enrolled. You will need to
rate HOW IMPORTANT each item is to you. You will then rate HOW SATISFIED you
are with ea

Importance

Satisfaction
0.0

1.0

2.0

3.0

4.0

5.0

Easily find timely and accurate information
Pace allows me to balance my academic work with
work, family, etc.
Sufficient number of online courses available to me
each term.
Billing of tuition and fees fits my needs and
expectations.
Instructors provide timely and helpful feedback
The institution offers a “ one--stop-shopping” to
student services
Technology facilitates ability to transact business or
get help
Faculty in my online courses interact with students
frequently
Enrolling and registering the first time is a relatively
easy process.
I am able to receive academic help with assignments
and materials.
I receive responsive help with technical problems.
My online courses are interesting and provide
opportunities to interact.
The program of study I wanted is available to me
online.
The cost of the online courses is affordable to me.
Faculty bring real-world
world experience and examples into
the online course.
Completing this online course will help me advance
my career goals.
I find my online courses to be challenging.

Blackboard Consulting
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How much interaction did you have with your instructor (through
emails, virtual classrooms, etc.) when taking online courses at
USFSP?
A lot
Above Average
Average
Some
Very Little
0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

30.0%

35.0%

How much interaction did you have with your classmates (through
emails, virtual classrooms,etc.) when taking online courses?
A lot
Above average
Average
Some
Very little
0.0%

Blackboard Consulting

5.0%

10.0% 15.0% 20.0% 25.0% 30.0% 35.0% 40.0% 45.0% 50.0%
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Appendix 3 – Faculty Survey Results on Key Items

Which of the following do you use with your online courses? Select
all that apply.
0%

10%

20%

30%

40%

50%

60%

70%

Open Content (e.g., open textbooks,
MERLOT)
Discussion Forums
Web Conferencing Tools
Small-Group
Group Activities
Online Exams
Authentic Assessments (case studies,
experiential learning)
Web 2.0 Tools (Facebook, other social
networking tools)
Grading Rubrics
E-Portfolios

While I believe that learning outcomes should remain the same,
teaching effectively online often means redesigning learning
strategies and activities extensively to be more suitable to an online
delivery mode.
Strongly Agree
Agree
Neither Agree or Disagree
Disagree
Strongly Disagree
0%

Blackboard Consulting

10%

20%

30%
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I prefer to develop my online courses independently
Not applicable
Strongly Agree
Agree
Neither Agree or Disagree
Disagree
Strongly Disagree
0%

5%

10%

15%

20%

25%

30%

My technical skills are sufficient for me to use the online learning
environment effectively to teach my students.
Strongly Agree
Agree
Neither Agree or Disagree
Disagree
Strongly Disagree
0%

Blackboard Consulting

5%

10%

15%

20%
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I regularly interact with students in my online courses.
Not applicable
Strongly Agree
Agree
Neither Agree or Disagree
Disagree
Strongly Disagree
0%

5%

10%

15%

20%

25%

30%

Facilitating online courses requires more of my time than teaching
the same courses on campus.
Not applicable
Strongly Agree
Agree
Neither Agree or Disagree
Disagree
Strongly Disagree
0%

Blackboard Consulting

5%

10%

15%

20%

25%
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